This article provides an explorative analysis of the use of the job enrichment technique for decision-making in higher education in the Philippines.
Introduction

Global challenges facing the academic profession and motivation in higher education
Higher education has been faced with complex decisions caused by the increasing challenge of the availability of public resources for higher education. Government must strive to meet competing demands that are made on the fiscal sector, and this has led to several changes and reforms in higher education, worldwide. These changes have occurred in different areas that directly and adversely affect the academic profession:
• terms and conditions of employment have deteriorated and relative salaries have slumped • members of the academic staff are older • younger staff members are disproportionately non-tenured and, typically, in part-time employment (Bundy, 2006, p. 8) .
These factors compound problems of enrolment, cost containment, budget limitations, restructuring and public pressure for accountability. Resource constraints have led to higher education institutions offering their staff members low salaries and providing poor working conditions which, simultaneously, affect both the performance of the staff and higher education.
The literature shows that higher education has attempted to cope with the challenges of improving job satisfaction by joining industry in adopting classical or modern management approaches, such as the job enrichment technique, amongst others, to improve administrative and organisational efficiency (Valero, 1997) . Job enrichment is a motivation technique and it is considered useful in boosting morale of employees and for decision-making. The need to boost employee morale as an important part of management and administration is reflected in a study on Australian higher education (Bexley, James & Arkoudis, 2011) , which found that in 20 universities academics were dissatisfied with the lack of recognition of teaching in promotion processes, despite efforts by some universities to include teaching performance and achievement in promotion criteria.
In Australia close to half of the mid-to late-career staff members indicated that their work was a source of considerable personal stress. There were observable mobility plans amongst Australian academics with statistics showing the following trends:
• 25% intended moving to an overseas institution • 26% intended leaving higher education altogether • another 21% intended retiring.
Their most common reason was dissatisfaction with institutional or sectorial culture (Bexley et al., 2011) . In the US context Rhoades (1998) argues that academics are managed professionals who are increasingly subject to management decisions and are more and more stratified. Altbach, Reisberg and Pacheco (2012) suggest that it has become progressively more difficult to recruit 'the brightest and the best' to academic careers. This, in part, is resultant from the fact that neither salaries nor conditions of service are as attractive as they once were.
Similarly, the Philippines and a number of its higher education institutions have faced deep-seated organisational problems. As a result, there were 35.526 displaced workers in different occupational categories -notably in the education sector (Department of Labour and Employment, 2011-2013) . Reccession, because of the replacement of workers, continued to outpace accession, resulting from the expansion of business activities, including those in the education sector (11.30% vs 1.46%). There were more resignations than layoffs in twelve sub-sectors, including education, and employeeinitiated separations or resignations (3.35%) exceeded employer-initiated separations or layoffs (2.94%) (DOLE, 2011 (DOLE, -2013 . A lack of self-motivation or self-satisfaction has contributed to high rates of separation or resignation. The implication of these factors in higher education is that academic staff members who are not happy with their working conditions are more likely to be absent from work and are more likely to quit when better opportunities become available. This has a negative impact on students as less motivated staff members are unlikely to motivate students to excel in their work, and a high staff turn-over from resignations is likely to impact negatively on the students. Moreover, continuity in their learning experience may be disrupted because of exposure to different teaching personnel and styles. The challenges which Philippine higher education faces have a global resonance. In order to guard against the negative effects of this challenge, the job enrichment technique is a strategy that this article advocates.
The main objective of this study is to investigate and analyse the demographic characteristics of selected administrators at higher education institutions in the Philippines in terms of the use of the job enrichment technique for decision-making ( Figure 1 ). This study will contribute new ideas on the use of the job enrichment technique in relation to performance in higher education and, particularly, to its administrators in the decision-making process. Effective use of job enrichment techniques is considered essential to motivate employees to a higher level of productivity, and is useful for administrators to improve performance and quality of higher education.
The Job Characteristic Model
Several factors can influence heightened job satisfaction and the improved performance of staff members (Orpen, 2011) . The Job Characteristic Model developed by Hackman and Oldham (see Figure 2 ) assumes that if five job characteristics are present, such as skills variety, task variety, task significance, autonomy and feedback, then three psychological states, such as experiencing meaningfulness of work, accepting responsibility of work outcomes, and acquiring a knowledge of results critical to motivation, can be produced and these will lead to good performance amongst employees. Together the combined characteristics can produce positive outcomes, such as internal work motivation, job satisfaction, growth satisfaction, low absenteeism and high quality performance (see Kotila, 2001) . If these are combined with a good leadership style, all five of the core dimensions of the Job Characteristic Model in a single job should results in job enrichment (Uduji, 2013) , which allows both administrators and academics to grow and develop.
Some elements of the Job Characteristics Model are central to the nature of the academic profession, such as autonomy and feedback, accepting responsibility for work and outcomes and academics need to be given space to do their work. As Locke and Teichler (2007) suggest, academics are a highly select group of people who have succeeded -in most countries and over long periods of history -therefore the governance of their institutions must ensure the highest quality and significance of higher education. Without a strong, well-educated and committed professional body, no academic institution or higher education system can be successful (Altbach et al., 2012) . For this reason, higher education institutions need to provide ideal conditions for the recruitment and retention of their staff members. Retention strategies can include the use of the job enrichment technique in a strategic way to support and create enabling conditions for academics to carry out their work.
In educational organisations the focus should be on motivating staff members to contribute to the aims and objectives of higher education in a particular context. In order to achieve this, employees should not be treated as raw material (input) but they should rather be seen as a constituent part of the process of providing quality education (output). Lunenburg and Ornstein (2008) categorise the operation of higher education into three parts, namely: input, transformation process and output. They explain that output includes:
• employee performance • the growth levels of employees • employee turn-over • employee absenteeism • employee-management relations • school community relations • employee job satisfaction.
In order to avoid the negative effects of a lack of output, administrators in decision-making positions should become familiar with the job enrichment technique, and do so efficiently and effectively to achieve the goals of increasing job performance and the retention staff. A long-standing debate concerns whether or not job satisfaction and a high level of morale improve efficiency and performance in a system, such as higher education. Therefore, it is important to examine the demographic characteristics of administrators who make decisions in higher education, in order to determine their ability to achieve the goals of increasing job performance and the retention of staff rather than to continuously lose them.
Methodology
The study used multivariate analysis of variance to analyse the use of the job enrichment technique, by staff administrators at universities in the Cavite Province of the Philippines, for decision-making at their institutions.
A survey questionnaire designed by Valero (1997) was adapted to gather the relevant data from 163 administrators using the simple random sampling technique. The items were arranged in different major segments: questions were asked to gather information regarding the demographic characteristics of the respondents, including age, gender, position, experience as an administrator, educational attainment and field of specialisation. Further questions on their familiarity with the job enrichment technique were designed in such a way that they would allow for a matrix of multiple responses from the administrators. Familiarity was categorised into four possible responses:
• Not familiar • Somehow familiar (no expertise)
• Somewhat familiar (limited expertise)
• Very familiar (expert in its use).
To gather data concerning the extent of the use of the job enrichment technique, an organised matrix table was designed. The columns were labelled in terms of four options:
• never use • occasionally use (irregularly)
• frequently use (repeatedly)
• always use (extensively).
The data were analysed using the Statistical Package for Social Sciences (SPSS).
To ensure the reliability of the data and to reduce chances of bias, the first part of the questionnaire collected demographic information of the administrators, and the other parts dealt with the level of familiarity and extent of use of the job enrichment technique. The aim was to compare the profile of administrators with the answers they supplied in other part of the questionnaire. Where there were discrepancies in the information that was supplied, follow-up interviews 
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Internal work motivation were conducted to address and clarify these discrepancies.
In addition, document analysis of personnel information/ appraisal was conducted for triangulation purposes. A literature review was conducted to assess the relevance and applicability of the job enrichment technique in the broader higher education environment -other than the Philippines.
The implications of job enrichment in Philippine higher education
There have been prior studies on the use of the job enrichment technique (Leach & Wall, 2004; Niehoff, Moorman, Blakely & Fuller, 2008; Uduji, 2013; Umstot, Bell & Mitchell, 1976) . However, few of these studies examine job enrichment in relation to performance in higher education and, particularly, to its administrators in decision-making (see, for example, Orpen, 2011) . Hence, we examine the demographic characteristics of administrators who make decisions in order to determine which of these features will assist them in becoming familiar with, and in using, the job enrichment technique efficiently and effectively.
Making decisions that enhance the job performance of staff at higher education institutions is one of the key roles of higher education administrators. In emphasising this role, the Philippine Education Act of 1985 demands accountability from administrators on decisions taken that are related to the efficient and effective administration and management of their various institutions (Sarmiento III, 2008) . The Act mandates all administrators to take full responsibility for their decisions, assuming that they have the expertise and experience to occupy dynamic and decision-making positions (Adeyemo, 2013) . This responsibility includes motivating staff to perform in terms of quality teaching and learning. A benefit of improved job enrichment is a higher level of staff retention which contributes to ensuring that quality service is rendered (Riehl, 2000) . To achieve the objectives of higher education, job enrichment can be used as a motivating technique whereby employees are given the opportunity to use their abilities (Pillai, Masood, Amoodi, Husain & Koshy, 2012) and be rewarded accordingly. Hence, job enrichment can be seen as a critical determinant of job involvement and, subsequently, impacts on organisational effectiveness and success (Govender & Parumasur, 2010) .
The effective use of job enrichment can reverse the effects of boredom, lack of flexibility and employee dissatisfaction (Leach & Wall, 2004) . Thus, performance can be enhanced and achieved if employees are motivated and satisfied. However, both employees and organisations need to be assessed and their short-comings addressed before job enrichment can be effective or achieve the expected performance. There is a need to know whether or not employees prefer jobs that involve responsibility, variety, feedback, challenge, accountability, significance and opportunity in order to understand how to motivate them without changing their job classification (Cunningham & Eberle, 1990) . Enriching jobs are particularly effective in developing employees, provided that the jobs are truly enriched and that the process does not just increase the amount of work required of them (Brown, 2004) . Similarly, job enrichment should encourage employees to operate more efficiently if they are allowed to take responsibility, learn new skills, and are prepared to advance to a higher position. Consequently, the employees' loyalty can be developed (Niehoff et al., 2008) and they are, thus, likely to stay with an employer for longer. It is evident that job enrichment has a positive effect on job performance (Umstot et al., 1976) . If job enrichment can provide such benefits to staff members in educational organisations, then it is important to pay attention to its effective use in the decision-making process.
Age and decision-making
In terms of age, for instance, Queen and Hess (2010) argue that there is little difference between young and old when it comes to making sensitive decisions. However, age differences are likely to become more significant when it comes to complex decision-making. They further claim that the effects of age in decision-making are not universal. Jennings, Hunt and Munn (1996) [1994] [1995] [1996] [1997] [1998] [1999] [2000] [2001] [2002] [2003] [2004] [2005] [2006] [2007] [2008] [2009] [2010] [2011] asserts that the majority of administrators will not remain in their jobs beyond the age of 55. For instance, only 14.1% and 44.8% of the administrators of this age category were 'somehow' (no expertise) and 'somewhat' (limited expertise) familiar with the job enrichment technique, respectively, whilst 41.1% of them frequently used it and 9.8% never used it (Adeyemo, 2013) . However, the frequent use of this technique by administrators has not provided a solution for the problem of a high staff turnover rate in the Philippines.
These findings do not reveal that older administrators are able to make more effective decisions or that they are very familiar with, or able to apply, job enrichment in decisionmaking in their various departments or institutions.
Gender and decision-making
In his study Bell (1995) the ICFAI University (2005), training should not just focus on stimulating diverse thinking but it should also remove mental blocks, such as the fear of failure, the fear of rejection, and the fear of disapproval. This is even more important in a higher education context where academics cherish their autonomy and are more likely to insist on their rights. Grogan and Andrews (2002) emphasise equal opportunity in assigning positions to employees because poor decisionmaking comes from a lack of knowledge as well as a lack of experience (Jackson & Kelley, 2002; Knapp, Copland & Talbert, 2003) and not, necessarily, from gender differences. When applied to academics, poor decision-making can lead to the undermining of, and a lack of respect for, decisionmakers.
Experience as an administrator, level of education and the decision-making position
Given the complexities and the challenges in higher education for academics, in relation to their working conditions, it is important to examine the experience and level of education of administrators in higher education, with a view to identifying the skills and ideal working conditions which would be relevant for the management of the academics. MacDade (2008) explained that administrators in the United States scarcely anticipated their current administrative positions and they had minimal management training. In surveys of secondary and higher education, administrators have indicated their need for qualifications in related fields of management and sufficient administrative experience before moving into senior leadership positions (MacDade, 2008) . Therefore, administrators need both the skills which can be acquired through formal training and experience in order to have complete mastery of all leadership and management roles in an educational organisation.
In the Philippines, the CHED Memorandum No. 16, Series of 2009 stipulates that applicants for the post of president or chancellor at SUC must have at least 5 years of work experience, preferably in an academic field, as president or chancellor, vice-president or vice-chancellor, dean, campus administrator or director. Consequently, decision-making positions cannot be assigned arbitrarily or on the basis of age and gender because productivity and performance are linked to evidence of administrators possessing relevant education, training and experience. In other words, performance is an outcome of trained and experienced administrators. Because of politics -and for many other discriminatory reasonsleadership positions are occupied by staff members with little or no experience (Adeyemo, 2013) . This practice has not only contributed to low quality education but it is also responsible for the slow growth and development of many higher education institutions.
Demographic characteristics of administrators in this study
The demographic characteristics of administrators in this study include age, gender, level of education, field of specialisation, position and years of experience as an administrator.
Age
The age of administrators who participated in the study was categorised in terms of establishing whether they were young, middle-aged, old or older.
Gender
Gender was categorised as either male or female.
Level of education
Level of Education was used to determine whether administrators possessed a Bachelor's degree or whether Master's degree studies were being undertaken or completed, or whether doctoral studies were being undertaken or had been completed.
Field of specialisation
Field of specialisation in this context refers to the administrators' area of specialisation. This was classified into management, medical, science and social sciences.
Position
Administrators' positions were categorised as:
1. administrative executive that includes president, chancellor, school director and vice-president, deputy vice-chancellor for administration 2. administrative operative that includes administrative directors, administrative heads and coordinators.
Academic executive includes vice-president and vicechancellor for academic affairs; and dean, chairman, and academic coordinator, which were classified as academic operative positions.
Experience as an administrator
The administrators' years of experience were categorised as reflected in Table 1 .
Level of familiarity with the job enrichment technique
The level of familiarity with the job enrichment technique was classified in terms of whether administrators were 'very familiar', 'somewhat familiar', 'somehow familiar', or 'not familiar' with this technique.
Extent of use of the job enrichment technique
The extent of use of the job enrichment technique by administrators was classified in terms of whether administrators 'always', 'frequently', 'occasionally', or 'never' used it in their institutions or departments.
Sampling
Refer to Table 2 for the sampling.
Results and discussion
The results and discussion are in terms of the administrators' demographic characteristics and their use of the job enrichment technique.
Administrators' demographic characteristics
It was found that administrators in the population sample of this study were mostly 50 years and older (31.9%). Female administrators were in the majority in academic and administrative positions (57.7%). A Master's degree or PhD ongoing (39.3%) was the highest educational qualification held by the administrators. Many administrators specialised in Social Science fields (32.5%) and many occupied academic operative positions (47.7%), such as dean, director, chairman, and coordinator. The majority of administrators (52.8%) had less than 5 years' experience. The majority of the institutions were privately owned and operated. An analysis of the results shows that administrators in management positions were female and much older than other administrative employees, their education qualifications were below the minimum requirement for the role and were not in a related field of management and they had insufficient work experience in the area of higher education. This poor profile of administrators has implications for decisions that are made which can also affect academics.
The findings confirm the requirements stipulated in the CHED Memorandum Order No. 6, Series of 2009 that the minimum age of applicants for SUC presidency must not be less than 35 years and not more than 61 at the time of the application. It is also in line with the report of the RAND Corporation (1994) (1995) (1996) (1997) (1998) (1999) (2000) (2001) (2002) (2003) (2004) (2005) (2006) (2007) (2008) (2009) (2010) (2011) that found that there were relatively few principals (administrators) in their positions beyond the age of 55. The results imply that administrators in charge of decision-making are relatively older people, but there is no evidence that age helps older administrators make effective decisions to retain staff or that these administrators are very familiar with -or, indeed, always use -the technique.
In terms of the gender, the majority (57.7%) of administrators in this study are female. The findings are similar to those of Rodeles (2009) Sarmiento (2008) that gender is not a requirement, but only that an administrator must be a Filipino. The majority of administrators in higher education in the Philippines are female and, if the decisions they are making have not significantly impacted on job-motivation or satisfaction of employees, it is questionable whether or not Filipino female administrators are really able to perform their roles. It should, therefore, be ensured that male and foreign administrators are also well-represented for skills transfer purposes -a way of internationalising the Philippines' higher education.
In terms of educational attainment, the majority of administrators in the sample (39.3%) had a Master's degree and were studying towards a doctorate, followed by those with a Bachelor's degree (30%) and a doctorate. Only 25.8% had completed their doctorate, which is required for a decision-making position in higher education. The study revealed that the majority of administrators in higher education were people who were likely to struggle in making decisions. They would also struggle to integrate people into a work situation that would motivate them to work together productively to achieve the objectives of higher education. The primary duties, of administrators in enriching jobs, are to help employees release and guide their inner drives which they already have in terms of expected performance. This responsibility requires that administrators should have been trained in advanced management and should be experienced in using management-decision tools which require a high-level qualification. This is a fusion process which, simultaneously, serves both personal and organisational objectives (Davis, 1997) .
In terms of field of specialisation, the majority of the respondents in the sample for this study specialised mainly in Social Sciences (32.5%), followed by Management (23.9%) and then Medicine (17.2%). The findings contradict Sarmiento's (2008) recommendation that administrators should hold appropriate degrees. An appropriate degree is one in a field of specialisation that is relevant to the administrator's prospective or present position in a department or faculty. It is considered relevant for administrators to hold an academic degree in the field of management, and to use job enrichment to achieve the goals of job-motivation and satisfaction. The Note: Sampling fraction was used to calculate actual sample size from each category of administrator.
The formula is as follows: n = N / (1 + Ne2) (Slovin Fomula), Where N = Population size, n = Sample size, e = desire margin of error (which is 5%). http://www.sajhrm.org.za doi:10.4102/sajhrm.v13i1.645
implications of these results are that administrators are not able to use the job enrichment technique and that the veracity behind the use of decision-making techniques and the management of higher education is not known to them.
In terms of the position, the majority of respondents in the sample for this study hold academic operative positions (41.7%), followed by academic executive positions (13.5%). The findings clearly show that administrators are paid to make decisions, as the majority are operative academics, such as deans and heads of department. However, there is no evidence to show the importance of these positions or the quality of output of such decisionmaking positions, as the majority of the administrators do not qualify academically for their positions and they have not acquired experience to make job-enriching decisions for their employees.
With regard to the years of experience of administrators, the majority of the respondents in this sample (52.8%) are newly appointed administrators with less than 5 years of administrative experience in an administrative positionfollowed by those who had up to 10 years of experience (21.5%). The findings demonstrate non-compliance with Section 5 of CHED Memorandum No. 16, Series of 2009 which requires an applicant for the post of SUC president, chancellor or vice-chancellor to have at least 5 years of experience -preferably in academic employment as president, vice-president, dean, campus administrator or director. The findings show that the majority of administrators have less than 5 years of experience and this may explain some of the limitations these administrators have in terms of their ability to manage the dynamics of a higher education organisation. In the Philippine context, this situation reflects poor working conditions and salaries which also affect academics and lead to a high staff turnover (DOLE, 2011 (DOLE, -2013 . One of the signs of deteriorating human relations is the phenomenon known as 'low morale'. High morale is the hallmark of a well-managed higher education institution, but it cannot be forced into existence or bought. Higher education must provide conditions and an environment to make it happen. It is, fundamentally, the result of the good application of the job enrichment technique.
Administrators' demographic characteristics and the use of the job enrichment technique
The findings, concerning the relationship between administrators' characteristics and their use of enrichment techniques, reveal that only educational attainment (r = 0.303) in related fields and experience as an administrator can facilitate the use of the job enrichment technique (Table 3) . This, subsequently, will lead to job-motivation and satisfaction of employees. Other demographic characteristics, such as age, gender, and position were found not to be significantly related to the use of the job enrichment technique. However, administrators should have achieved an appropriate level of education to be able to use the job enrichment technique to create job satisfaction and high performance amongst employees and to discourage constant separations or resignations from jobs. This supports the findings of Jackson and Kelley (2002) , and Knapp et al. (2003) who maintain that poor decision-making is the result of a lack of knowledge as well as experience. It is, therefore, believed that the limitations of education and experience do affect administrators' levels of familiarity with, and use of, the job enrichment technique at their institutions.
Without relevant experience and qualifications in job enrichment in the Philippines -and in other placesadministrators will not be able to manage staff members, as they are not likely to be able to utilise management language for boosting moral, nor are they likely to acquire sound information for effective decision-making. Decision-making positions require a sound knowledge of the complex modern human environment in order to enrich employees in their overall performance in the higher education system of any country. There is no magic mirror on which administrators can depend to reflect the attitudes of employees (Cavite State University Module, 2008). They need to actively interact with staff members and learn about their attitudes. In contemporary higher education organisations, major changes have occurred in employee relations policies which have attracted more unqualified academics and have resulted in losing highly qualified academics who have the potential to improve the organisation system of higher education from the inside. More specifically, there is no guarantee that untrained or inexperienced administrators can fill the gap in making decisions concerning job enrichment and satisfaction. The findings suggest that only educational attainment and years of experience as an administrator determine or predict familiarity with the role and the use of the job enrichment technique. Although the experience of administrators is important, the level of educational attainment is considered to be more significant in the order of priorities. Nevertheless, the Philippines' higher education has called for internal organisational reform, which is not limited to an improved salary structure and good working conditions, but also to the availability of resources to attract and to retain highly qualified staff in terms of job satisfaction and performance.
Conclusion and recommendations
This article provides an explorative analysis of the use of the job enrichment technique for decision-making in higher education in the Philippines. It has analysed the impact of this technique on employees and higher education organisations. The profile of administrators in charge of decision-making was investigated in terms of their level of familiarity with, and use of, this technique in achieving the goals of enriching jobs, retaining staff and ensuring job-motivation in higher education. Given the increasingly competitive higher education environment in which higher education employees find themselves, the pressure on their performance, and their search for ideal working conditions, it is important to have competent decision-makers who are able to motivate staff.
It is recommended that administrators should have a relevant qualification and sufficient experience in working in higher education institutions before assuming supervisory roles at educational institutions. These requirements are strongly recommended for administrators, as past experience has an influence on future performance and determines the outcomes and successes of their institutions.
This study further recommends that government regulatory bodies in charge of higher education should examine and place an emphasis and re-emphasise on the administrators' fields of specialisation, their experience as administrators, and their levels of educational attainment. These should be part of the critical requirements to be considered before any learning institution may be issued with a permit to operate as a higher education institution. This should also apply to the appointment of the head of a higher education institution.
Finally, job enrichment should not only focus on the knowledge, experience and skills of administrators, but should be extended to encompass the context and working conditions of employees. Higher education should also be well-resourced to attract a high calibre of qualified and experienced academic and the job enrichment technique should be used to achieve desired results. The appropriate use of resources, combined with well-trained and qualified decision-makers will go far in developing the capacity to reverse the slump in conditions of employment, such as poor salaries, increased workloads and stress levels, and the compounding challenges of motivating academic staff in terms of efficiency. This, in turn, will result in creating ideal conditions to attract the brightest minds to the academic profession, which is important in an increasingly globalised world where academics should be encouraged and their jobs should be enriched in order for them to perform optimally in the workplace.
